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26 November 1973

MEMORANDUM FOR: Members of the Curriculum Committee

A
SUBJECT : Mgeting, égiNbvember

1. The Curriculum Committee will meet on Thursday, 29 November,
in the DIR Conference Room at 0900 hours.

2. The Agenda:

a. Progress report on suggestions made in the
7-8 November meeting:

-- Collection of course objectives for the
Course Data Folder Project -

-- Search for guidelines in course critique
construction --

-- Plans for| |
-- Information on coverage of items of c
interest in courses conducted by FID

b. Comments and review of the draft of an OTR Notice
on end-of-course reports (draft attached).
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10 December 1973

MEMORANDUM FOR: Members of the Curriculum Committee

4

SUBJECT : Minutes of Last Meeting L RD Wev. 73

1. The Curriculum Committee met on 29 November 1973 in the DIR
Conference Room at 0900 hours with all members present.,

2. | | announced (1) the USSR Country Survey has not
been canceled; it will run on a request basis; (2) the evaluation
of the Systems Dynamics Course, which is scheduled to begin in
early January, will come before the Curriculum Committee after the
first pr tation; the Committee will discuss its efficacy; (3)
| iis interested in running a course entitled, "Tomorrow's
Secretary," for the Office of Logistics. The cost is $11,25 per
participant for a class of 20; the Office of Logistics is willing
to pay. The Committee will evaluate this course after the first
running.

3. The minutes of the last meetino were reviewed and discussed.

as a subcommittee to

ieet with U/LUIF to solicit his views on training for CTs in connection
with any changes in operations training in the coming year.

said that the i DO population for the BOC for the
coming year is aid that he simply could not handle STATINTL
that many people. will discuss this with]| STATINTL
With the thought of advising the DDO that there has been Some Misuse

of the BOC in the past, [::%::::::]asked for some statistical information

on graduates of recent runnings of the BOC. Mr. White said that he

could get these easily.

STATINTL

4. Concerning coverage of items of current interest in OTR courses,
Mr. White said that we might be too responsive to the whims of special
groups but agreed that the compilation of this inventory of what is
being covered in our courses might provide a good starting point for
a more in-depth discussion of the subject. There was discussion of
using the Committe rdinating body on all such requests for
special coverage. isaid that he felt that this sort of thing
would fall in line as part of our black book project.

5. The Committee then reviewed the end-of-course report draft
notice making specific changes and suggestions. The word "critique"
will no longer be used in the Office of Training; it will be replaced
by the words ''course evaluation'. Another draft of the notice will
be prepared.
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6. | |will visit [ lin comnection with in-house
production of TV tapes and films. Ibﬂum.s_a_ldlscussmn of the
relative merits of film and tape. said that we need
some evidence and statistics from ALT about their instructional
methods and their current needs.

7. [ |reviewed his progress on the black book project.
He felt that the Committee must decide how it wants to go about this,
and he distributed reading material to the Committee. He proposed
that we take two or three courses and use them as experimental units;
for those courses we will try to write measurable objectives. Mr.

asked those present to designate staff members to work with him
In translating current ObJ ectives for courses into measurable

|will be his designee.

STATINTL

_obJ.ecﬁJLs]. If the project is successful, i Ve to other courses.
volunteered the IPC course, and indicated that STATINTL

STATINTL

8. | ltold the Committee that he had heard from|
concerning meeting with the Committee last August about

training for outgoing officers whose cover has been changed because of

the|

an outline of the subjects to be handled 1n a training course and an
estimate of the people involved -- an average of 15 officers a month
based on a 11 month teaching year with the peak period being in the
spring. [ |will study the request in conjunction with the
reworking of the Orientation for Overseas. In addition,

has received an informal inquiry from WH about economics training
for its officers. will talk to| |]and will sound
out OER as to input. The results will be reported to the Committee.
Both requests may present staffing problems.

9. The next meeting of the Committee will be held on 13 December

with the major agenda item being the evaluation of the Language
Learning Center curriculum.

o
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OFFICE OF TRAINING

NOTICE
NO.

SUBJECT: End-of-Course Reports

1. In recent months, considerable variance has been noted in the
content of end-of-course reports prepared by instructors in the
Office of Training.

2. To establish some uniform guidelines about the preparation
of end-of-course reports, the following information should be
contained in each report:

a. Statistics on class composition; number or percentage
by Directorate or component; grade and/or age distri-
bution; length of Agency service; equal employment
opportunity statistics should not be included;

b. Changes or innovations in the course running; how the
course differed from previous runnings; or how the
course was changed to fill some new objective;

c. Problems encountered and proposed solutions for the
next running;

d. A response to significant student critiques including
a statement to the extent to which the students'
objectives were met;

e. Plans for post-training feedback;

ADMINISTRATIVE - INTERNAL
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f. A summary of the conduct of the course; and a
statement with reference to the extent to which
objectives were met.

2. End-of-course reports should not exceed two pages; they

should be submitted in an original and two copies.

Alfonso Rodriguez
Director of Training

ADMINISITATT™ T — TIITTDWAT -
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OFFICE OF TRAINING

NOTICE
NO.

SUBJECT: End-of-Course Reports

1. In recent months, considerable variance has been noted in
content of end-of-course reports prepared by instructors in the

Office of Training.

2. To establish some uniform guidelines about the preparation
of end-of-course reports, the following information should be
contained in each report:
a. Statistics on class composition; niumber or percentage
by Directorate or component; grade and/or age distri-
bution; length of Agency servicey (@qual employment
oppo rtunity statistics should not ne 1nclude
b. ”%haﬁyes or innovations in the cour:se running; hew—%he QV\%}s\(
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jﬁl_ff{ 3¢ sTed TTom Previous TUmTmgs; -or-hew-the
urse was changed to £ill some nevy objective;
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next running;

d. A respﬁnse %o significant ‘student (--H%i%xes inetuding
Ao Cociiiar |
Ca/st&tement to the extent to which the students'

objectives-weremety
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A&~ A sumary of the conduct of the course; and a
statement with reference to the extent to which
objectives were met.

2. End-of-course reports should two-pagess; they
should be submitted in an oricinal and two copies; A;vﬁaLAiﬁyw/Zi -

T
4£§i//@4442%é2 . o 162CA4Cc/C/A$£11144/

Alfonso Rodriguez
Director of Training
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ADMINISTRATIVE - INTERNAL USE ONLY
Date

OTR NOTICE
No.

SUBJECT: End-of-Course Reports

1. End-of-course reports will be submitted to the Director of
Training within two weeks after the completion of the course; if this
schedule cannot be met, the Office of the Director of Training should
be notified.

2. In preparing end-of-course reports, the following information
should be included in each:

a. A sumary of the conduct of the course, and a statement
with reference to the extent to which objectives were
met; a statement of course objectives should be in the
end-of-course report if it is not an integral part of
the course schedule;

b. Statistics on class composition (equal employment opportunity
figures are to be omitted) including number or percentage by
Directorate or component, grade and/or age distribution, and
length of Agency service;

c. Major changes or innovations in the course running;

d. Problems encountered, and plans to resolve the problems

in the next rumning,

ADMINISTRATIVE - INTERNAL USE ONLY
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e. A sumary of, and comment on, student reaction to the course.
2. End-of-course reports should be brief; they should be sub-
mitted in an original and two copies with the following attachments:
course schedule as amended, the roster, and course evaluations. Routing
shall be from the instructor to the Unit Chief; SA/OT (if applicable);
C/PDS/DTG; C/PDS; and the Director of Training.

Alfonso Rodriguez
Director of Training

ADMINISTRATIVE - INTERNAL USE ONLY
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Date T
OTR Notice .
No.
SUBJECT: End-of-Course Reports

1. End-of-course reports will be submitted to the ]jirector of
Training ten working days after the completion of the course; if this
schedule cannot be met, the Office of the Director of Training should be
notified,

2. In preparing end-of-course reports, the following information
should be included in each:

a. A summery of the conduct of the course, and a statemént
with reference to the extent to which objectives were
met; a statement of course objectives should be in the
end-of- course report if it is not an integral part of
the cotrse schedule; .

b. Statistics on class composition (equal employment
opportunity figures are to be omitted) including nmumber
or percentage by Directorate or component, grade and/or
age distribution, and length of Agency service;

¢, Major changes or innovations in the course running;

d. Problems encountered, and plans to resolve the problems
in the next running;

e. A sumary of, and comment on, student reaction to the

course.

10 20N
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3. End-of-course reports should be brief ; they s-hould be submitted
in an original and two copies with the following attachments: - course
schedule as amended, the roster, and course evaluations. Routing shall be
from the instructor to the Unit Chiefj SA/OT (if applicable); C/PDS/DTG;

DPLETE;
C/PDS;'\and the Director of Training.

Alfonso Rodriguez
Director of Training
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59 28 November 1973

DTR Conference Room

The Curriculum Committee met in the DTR Conference Room on
29 November 1973 with all members present.

[:::::::::::]began with several announcements for the committee:

1. The USSR Country Survey, which was canceled last year, was run on a
requested basis. It ran for[ | ; submect was raised whenSchedule of

STATSPEC
STATINTL

STATINTL

Courses showed it with an asterisk "as scheduled." It is not sctually

8 cancelled course as it was thought to be.

2. Info science courses. '
The systems dymanics course is scheduled 5 January. After its first
evelustien- presentation, there will be an evaluation of 1it. Ité cost
is high. After its running, the Curriculum Committee will discuss its

efficacy. Cost is high. O%D is paying 50-50. 1is belng conducted by

STATINTL (foremost contractor in this field in the U.S.) k-5

jects using this system which are being experijimented with

STAT”¢TL[::::::] in the Agency. Important for OTR to seek leadership in fields like this.
We do not know the extent of itsapplicatin, but it is important that we
go on down the road and do it before some one else does it for us. Let's
try it. It's for snalysits -- intelligence and budgetary...
something of & dilemma in preparing the course. Committed to another
Workshop for DIS in April. If we continue to have community
responsibility, put more successful workshops on, we will have more
demend. On the other hand, the individual office workshops may be the
route to go. We'll see how the workshops for the Office of Finance
feels about thigz, The workshops for components will probably be the

i answer,

STATINTL
We'll lokk forward to hearing results on this.

Orientation for subprofessionals. There are some serious gaps in some of

i the training for subprofessionals. In addition, there is some gap in

i clerical training.

STATINTL 3
: knows of this-- n a course for sale which is called

STATINTL Tomorrow's Secretary. Tffffff:rwants to bring it into OL. While in

| OTR she learned some and is now applying some of the things she

! learned., If its valid for OL it's valid for the whole Agency. If

this is right, OTR should be putting on a course of common concern. It's

$11.25 per participant fora class of 20.

program
and an orientation for sub professionals.

STATINTL i Talkinf about two different things here--

STATINTL

I suggest we let OL spend the $250 and them we'll see about it.

Let's watch the budget. We need some money in our budget for

curriculum development. Whenever this kind of thing comes up, we

resct. If we are to be experimental and be reaching ehead we need

some flexibility in doing things more than what our current budget
sllows. It's an agonizing process to scrape up this money from unidenti-
fied sources. . STATINTL

Look at curriculum and take a look at employees who & out
Apprdidy o8 what o688/ Apoin Ehe B3R BALL A FRRIH c?@w
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memo to training officers re course for sub-professionals and
wee where we stand, and then discuss,

Minutes of last mimmkt meeting

We have had a couple of mémtings to comeup with options. We're
looking at our commitmenis, and our earliest target date for a
change is ebout the first of the fiscal year.

Suggest that before much water goes under the gate that we ask John
STATWTQ to be here and tell us with respect to his ideas about the

reordering of the training for CTs. Could significantly affect this

and we can't do a revision of the current training profess in a
vacuunm,

Options for use of OFC for CTs:

1. Put them all through as a sceeening mechanism...

2. Take borderline cases with interest in DDO and who seem questinable
and siphon these out and put them through as & prerequisite to the

BOC.
STATINTL

Appointed | | a2 a subcommittee to meet with C/CTP and have him
express himself on what his views are .

/We're examining our options now. Putting our optimns on planning board to
see if it is possible to do it. But the next stage is to find out how many
instructors we'll need to do this.

Current estimate for DDO population for theBOC for the coming year will be
120, Try to get them to break this figure down as to type of

people they are talking about and get them to agree to revise it downward
by about a third or a fourth.

IWe have to be practical sbout it. We simply cannot handle that many in the
BOC.

It would mean a different kind of BOC.

‘Then it's not a BOC. You would not get the same kind of training. This is
why we want to take a look at possibility of offering an OFC so that people
in the DDO's 120 figure who are not really going to be case officers can be
put into the OFC. We must offer these pepple reasonable trainng.

Dale, Alan, John to meet and will advise further., Sure that Dale is planning
. apppopirate memo and statement for the record of the misuse of BOC by the
:DDO, Matter will become acute as we go into this high requirement stage.
Selection mechanism within DDO for BOC shuld be in some way hooked up to

OTR &0 that we can keep them honest. k

Haye an appt with to talke about this. STATINTL

I'm sure that C/CTP will admit that he also has a couple of people in the

BOC who shouldn't be in there. 1In the future, we'll have to get a pretty

firm policy decision on this...

1. What is the role and responsibility of OTR with respect to the eveluation

of students;

2. Should we be able to drop students from & course for non performance;

3. What kinds of red flags during the assessment and interview stage before

i BOC should be reised as grounds for extra assessment or perhaps

put them through another screeningprocess via the OFC.

Wh ' STATINTL
y don't you | |commit to paper what you think it should be, STATINTL

Also convey message to | | that OTR is stirring.

Would like to be anointed a little more formally by the DTR before doing this.
I think it's a question that has to be taken up with DTR end see how far he's
prepared to go.
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should take a look at last couple of BOCz and see what the people who
finished it did...overseas, etc.

'Dale doesn't have them, but[:::;:::::] said he could get and see what'sSTATINTL
heppned to the last cuuple of classes.

Keep in mind that we have x amounts of space, Xx amouuhts 8f instructors, and
x amount of money, end since there is not going to be any increase, it's
going to be hard.

'The message is to be given to our principal customer and then we'll hear
ﬁfurther.

'Since TWA is also affected in the training of CTS, should someone from there att
attend these meetings?

Par 7 of minutes

Re items of current interest in courses, it might be apppopriate for the CC
'to deliberate on the subject of the extend to which 1t is desirable or
inecessary to include in a variety of our courses mere allusions to these
1ittle interests of the moment. Are we doing too much of this?

Are we being too responsibe to the whims of special interest groups.

This inventory of what is being covered might provide a good starting off
point for such a discussion.

We're having so many fragmented dealings which might lead to a curriculum
imbalance.

Is it not then clear amonst us that the Unit Chiefs say to their people to
ILLEGIH not respond[ _ |too easily to special requests.
We have a responeibility to coordinate this, and there was an attempt to do
this in the past.

When these requests some in we should ask that it be made a formal request.
he really should hav ea procedure forhandling these things and the
decision should not reside in the hand of any unit chief. It ought to come
to a central point/bcdy. It shold come to this body. If it results in a
rejection, then it ought to go to the DIR.

If you're talking sbout a suggestion for a particular guest speaker
presentation, I would certainly hate to come rumning to the CC for each one.
If you're talking about a course offering, then I certainly would, but not
for just one particular topic or lecture.

If the Committee wants to establish guidelines concerning what seems to be
pproprirate content with respect to AOD, IWA, that's fine, but as far as wanting
‘to put a new activity in the Midcareer or the AIS, this would be an enormous

&ask.

t
i don't thimk this Committee should be wasting its time on this.

%hat we need is a centralized coordinated useful data base so that some analysis
can be made im not only to tell us what is going on in /at 8 cettain

point so that we can see collectively what is going on. We need a total
compilation of what we are doing. We are just starting this in our black

book project.

Don't the schedules give us this content?

5
Sometimes the schedules don't give you this information. We have seen it
any times. When-these-efficers-frequently-made

The Committee here can be aware of anything new today. One thing that is
coming is the I.C. ...this will be quith an item. I think we should be alert

to the fact that someone in the I.C. staff talked to the DTR and said I want
Approved For Release 2006/11/04 : CIA-RDP78-06215A000100010005-2
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isaid, "I told hi*f would do everything I could 3 help him."

This is an example of how we can keep each other alert to the new things
coming. Xfxkk As they do, let's talk together and be aware. STATINTL

I would guess that 75% of the guest speakers appear in[ | courses.
If he has no problems, them why are we worrying?

STATINTL

The new oranization solves many of these kinds of problems,

i

End-of course report notice...

| |suggested we strike the first peragraph onthe notice and STATINTL
add: end-of course reports will be submitted to the DTR through the

unit chief within two weeks of the termimal date of the course:

exceptions being any unspecified instance where the schedule cannot be met

the office of the DTR should be notified.

Objectives should be dealt with in the first paragrph.
We should find a new name for critiques...

I looked for guidance in construction of critiques. Geneeally, people

do not use critiques in the sense that we have them. They go back to a

very specific learning objective. Discussed CSC paper dated 26 October 1973,
STATINTL discussed CSC forms...s controlled response and free response section.

also showed the members another guide: Treining Opinion
Questionnaire; also showed them our new 10k01,

Committee decided we would use the word "course evaluation" instead of
in mins ‘critique. No longer will the word Critique be used in OTR because it
has negative overtones.

in mins Objectives should be written into the course schedule.

Statement of course objectives should be in the end-of=course report --
in the body of the report or on the attached schedule unless it is an

integral part of the cours schhdule.
STATINTL

] will be next week. This refers to the priority STATINTL
[for the umm in house production of TV tapes and films. At our earlier meeting,
l |pointed out to us that overseas stations have only certain technigalrNTL
iiecess of equipment...

aybe we have to hav @& picture of the equipment on hand in any station in
Fhe world., OL can give us this.

Dsicussion turned to professional producer of tepes and films: STATINTL
e have been relying on our internal assets and relying somewhat on external

ks OTR serious about going the route of heavy involvement of production of
apes and film and we we are will we continue to operate as catch and catch
an., If so, should we go out and hire omr own consultant?

]

Is this set of questions appropriate for this group?
] STATINTL
What good hes it done us to have gone this route once before with[ | ete.
bre their films useful today: Have they been useful?

‘ ,

& have a paper on tapes and it gives statistics, but don't have paper on
statistics for film.

ne big advantage with tepe...once you're finished with it, you can erese it
and use it sgain. Costs of color film is expensive - $400...black and white
is % - $200, tapes - $4o0.

Problem is with ALT )
Proplem is with AT uee ON L8892 CIA-RDP78-06215A000100010005-2
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STATINTL

STATINTL

STATINTL
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They can put together some statistics to be accurate indicators of frequency
of us. Think 8 films may be in almost constant use. Some go back

10
to the 50s. They may be imztmim dated in technique and costume, but they are
valid for content.

STATINTL

Only guy we have is[::::::::] and he's on contract and he can work for us only
120 days a year.

In addition to:lwe have a number of people who are interested>&nd/NTL
eager to spring into the vacuum and they are a lot of people who want to step ir
its easy to get yourself imxz into a k point ofhaving no product or a oneway
product. K My real beliefe is that OTR does not k ow why it is doing something
We must take decision in the firm knowledge of whyxaxm we are taking it.

Don't let things happen without decisions.

Decisions must be made within the content of obuectives,

Q:::;:;::lis coming up with a proposal for full time academic trainineSTATINTL
o study this sort of thing. C C should decide on its needs before the
Career service board makes its decision on sponsorship.

Does compl tion of study guarantee ability? Will he be fully qualified
or in an apprentice stage?

Feel we have to get someoutside help. I'm not so sure that we should pey much
attention to film. Perhaps we should think more about the video tape thing.
Let's clncentrate in the future on video tape.

We're not technically equipped yet to do & camparable job on tape. We have all
the equipment we need for motion picture film. We do not have color camerss
for TV, we have no editing capability and a few other things are missing to

get our technical caéability up to the same level for which we have in
producing movie film.

Will production costs offset this?
They should.

There seems to be no disagreement that OTR goes the route of profiessional
assistanse. Also, TV operation looks to be the picture in the long run.

Question: what route do we go to acquire professional assistance.

Feel that a rather full scale staff study of the OTR production problem
the alternstives open, thus -- film versus video, and the alternative
which failure to take action along one of these routes would leave us...
a staff smky study such as the one which was done on the reorganization
of OTR.

Or maybe a presentation to this group.

I think we could use the assistance of an expert in the field who could examine
our effort and meke some suggestions on what are doing in this field.

We must really think about the problems of ALT overseas and our responsibilities
to them.

At the very minimum, what is needed is some evidence from ALT about their
dependende on that instructional method and whether what they have needs
updating. We need statistics and information from ALT and Ken is going to
h Related to this is the fact that what what our CSB says when it
Teceives the tralning request forl may depend on the CC3;s STATINTL
position on the guestion.

STATUS OF BLACK BOOK

‘ !reviewed the requirement we have from K the DTR for the project.
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STATINTL

STATINTL

STATINTL

Approved For Release 2006/11/04 : CIA-RDP78-06215A000100010005-2

has collectww the objectives. Don't think wt~tan do anything

STATINTL

STATINTL

STATINTL

constructive sbout this today. We must decide how we want to go about this.

lwriting, rewriting, or putting a stamp of approval on objectives....

distributed an article from Materials and Methods in Adult Education;

L S RV N Y N Y, P Sy PN aE | R
entitled, "Planning for Instruction with Meaningful Objectives,

He also distributed course objectives fmxx submitted by the Intel Institute
and Functional Training Divison.

He also recommended for C C perusal, "Taxonomy of Educationsl Objectives.”
The above should lead us to thinking about ocur smzm corporate problem.
I leave you with a proposition:

We volunteer a couple or three or four of our courses as experimental
units. And the experiment will be in the nature of trying to write measurable
objectives. I am not suggesting a change in courses, but I am suggesting
e series of thinking sessions with people that you designate on courses that
you designate. Try to translate our current objectives into measurable
objectives. If this is successful, we will move to others. We're
concerned with a requirement for evaluating and there is no way to do it
unless our objectives are set out so that they are measurable.

RIg IPC
Volunteer the BXf because it has a very weak current statement of
objectives and because we are going to meke some major chaenges in this
course. And now is & good time to do it. We cen kill two birds with
one stone,

‘Rick can help with anything in my group.

Agenda for next meeting~ 13 December:

1, Review of minutes of this meeting
2. Evaluation of LIC curriculum

Next meeting following will be 10 January.

L}

and also t imprecise estimate of the numbers of people. He Ieit us &
program. is still vague &8s to what the estimates of people are.

An average of 15 officers a month based on 11 month teaching year. Peak
period would be the spring months. Said I would study and look it as a
ireworking of the Orientation for Overseas. This eeems to be a bona fide
requirement. May present some problems of staffing. Looks like the program
will take one week; also would like for wives to participate.

and another:

an informal inquiry out of WH for economics r their officers.
't say yes or no at this point, but| will go talk toSTATINTL
to talk to them and findout what iz on their mind and sound out
OER as to their input. Will come back here and discuss it. This one will
also present a staffing problem.

i

Approved For Release 2006/11/04 : CIA-RDP78-06215A000100010005-2



OPTICIAL FORM NO. 10

, My eomen Approved For Release 2006/11/04 : CIA-RDP78-06215A000100010005-2
UNITED STATES GOVswNMENT -
Memorandum | bik-8846
TO : Director, OIR 7 DATE: 20 July 1973
oM STATINTL
SUBJECT: Program Performance Measurement.

The Emerging Role of OTIR in establishing
Requirements for Training.

I am submitting this memorandum intended as a discussion of

(1) how to provide the data base necessary to tell OTR how well
the programs are meeting their objectives on a current basis

(2) an approach to determine to what extent the knowledge znd/or
skills imparted are applied on the job and

' (3) how OTR can establish requirements as contrasted with
1 historically reacting to requirements.

A concept of a data base is presented which is intended to aggregate

all of this and slso attached is a basic form “hat can be used to
respond to all of these goals.

In order to institute the best type of (program) performance
measurement a number of aspects must be considered which not only influence
the behavior and iorale of those being measured but also affect the ability
to satisfy the student ~- our custoner.

This paper is divided into four sections

Section 1 -~ A Discussion of Program Performance Measurement

Section 2 - OTR's Role in Estab:lish'ing Requirements
Sectlon 3 - Some Observations
Section 4 - Appendix A - C

STATINTL

Chairman, Functions Course

By U.S. Savings Bonds Regr 1 the Payroll Savings Plan
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A Discussion of Program Performarnce Measurement

There are four steps involved in Program Performance Measurement
that must be followed in a continually repetitive sequence to achieve
the full benefits of such efforts.

The first step requires the careful specification and analysis of
basic program objectives in each major area of activity. Td accomplish
this one must back away from the particular program being carried on,
look at their objectives, and ask what are we really trying to
accomplish. This definition of goals to be accomplished should start
ideally at the top of the "organization" so that each level can be
certain that their definition of goals falls within the scope of what
has been defined by the next higher level. OIR certainly must
provide the training necessary for agency personnel to accomplish or
improve the acconplishment of the various agency missions but such
definition is too broad and must be narrowed. At the other extreme
for OTR to say we shall train "x" number of people or increase our
student through-put by some quantity is too narrow and must be
broadened. Specification of OTR objectives must fall between these
two extremes. The more we learn about how to reach an objective,
the more clearly we understand the objective resulting in a constant
interaction between the decision process and our knowledge of our
true objectives.

The secoﬁd step involves the analysis of the output of a given
program in terms of the objéctives initlally specified in the first
step. For the OTIR programs, our output addresses not how many or
how many more students dld we turn out but rather what improvements,

LY

-2 o
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knowledge and/or new skills have we provided to the student. Will
our educational efforts influence his behavior on the job and improve
his job performance., This is often referred to as feedback a term
taken from engineering servomechanism theory.

The third step calls for measurement of the total costs of the
program —— not just for one year but over at least several years
ahead. This would require OTR to identify the resources expended
in each program, to accumulate resource costs by program and to
extrapolate into the future periods from a historical cost data
base.

The fourth step involves the analysis of alternatives if and
only if programs are competing for limited resources. As an
expository application let us examine how thesz steps or this cycle
of events applies to the Information Scilence Program and the
Information Scienze for Intelligence Tunctions Course within that
program.

Course objec:ives serve two purposes:

1. They express the desired results »f our customers in
terms of accomplishments or goals to.be achieved by
the course.

2. They provide the basis or eiements fundamental to course
evaluation, |

The most difficult aspect of any professional performance
measurément scheme is not how to measure but what should be measured.
What should be measured is dependent upon how one is organized and
whethexr accountability and responsibility for activities which

-3 -
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satisfy customers needs are clearly defined and understood by those

~ charged with such responsibility and accountability. Clearly

organizational analysis is beyond the scope of this paper nevertheless
the interrelationship between the design of an organization and an
evaluation of an organization's performance must be clearly gstablished.
These ideas have been used in our Information Science Program.
For example I have assumed from our previous planning that the single
overall objective required by step one of our Information Science
Training Program at the Chief/Information Science Training Staff level
is to educate Intelligence Professionals in the Information Science
Disciplines. For the Current FY 73 Community Program segment, the

numbers of students planned were as follows:

2 offerings - Survey - 3 weeks - 30 stdts = 60
2 offerings - Functions ~-- 4 weeks - 25 stdts = 50
2 offerings — Inf, Sci. -- 1 week —— 25 stdts = 50
Total Students 160

Total Course Weeks 16

Assuming for step two that the proper output measure of the
Information Science Program objective is to quote numbers of students
exposed to Information Sclence then I could certify for the Functions
Course that 27 + 30 or 57 students completed the Functions Course
during ¥Y 73. One can further document the specific inputé (and
their costs required in step three) required to generate this output
of 57 students i.e., lecture time of resident and guest faculty,

course prcparation time, computer time and charges (by problem and

B L TR

lecture 1f necessary) etc. From a Systems Analysis point of view,

-t -

Approved For Release 2006/11/04 : CIA-RDP78-06215A000100010005-2



Approved For Release 2006/11/04 : CIA-RDP78-06215A000100010005-2

- A4

the output (57 students) is tied to the related and required inputs
(the resources and their costs) but 1s this a sufficient and proper
measure? This measure of output as a single measure reflects the
numbér of students put through the course but does not reflect the
full range of values or benefits provided to our students and their
respective organizations. In order to measure the value provided
by the Functlons Course and its contribution to the Information
Science Program overall, it is necessary to go beyond the single
neasure of student output and resource input to determine whether
we accomplished the course objectives and accordingly satisfied
the students our customers. What is missing is the careful specification
and analysis of the program objectives which produces a more meaningful
output measure. |

To elaborate further ~- for the Functioné Course alone =-- four
priority ranked specific student-oriented objectives were established
(step one):

1. To familiarize you with the terminology and basic
techniques of Information Science.

2. To develop yvour capability of identifying and defining
problems in your professional intelligence field which
are amenable to solution by information science techniques
and to solve such problems at the elementary level.

3. To improve your cormunlications capabilities in conferring
with information science professionals.

4. To encourage you to pursue further the development of
your own, and your organization's information science
resources and capabilities,

How well we accomplish these objectives iIn the Functilons Course

with a fixed set of resource inputs is reflected in the course

-5 -
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_{‘evaluations completed by the students., A summary of the student
evaluation responses from the last Functions Course demonstrates
to what degree these objectives were fulfilled for that particular
class (step two):

STUDENT EVALUATION-FINDINGS

OBJECTIVE OUTSTANDING/EXCELLENT coop FAIR
1. 27 Students 3 0
90%Z of the class 107 —
2. 15 13 2

50% 437 7%
3. 21 -7 2

70% 237% 7%
4, 23 6 1

77% 20% 3%

From these findings one can conclude that all objectives Qere
accomplished. Since objectives 2 and 3 rank the lowest, efforts
should be directed toward improving those areas for the next
offering of the Functions Course. A follow-up questionnaire, four
to six months after the course, would further confirm the degree of
job application accomplished by the students of each course.

These objectives and the associated evaluation scheme used for
the Functions Course may not be applicable for all courses conducted
by OTR. Each course must have specified;its'own set of objectives
based on the unique requirements of the customer needs to be satisfied
by each course. low each course is conducted depends upon (1) the
subject material to be presented, (2) the skill and knowledge of the
assigned manpower presenting the course and (3) any procedural

[}

directives issued by top and/or middle management that apply

-6 -
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specifically to a particular program or course. These are the
factors that influence not only the specification of objectives
but also the degree to which the course objectives can be

accomplished.

OTR's Hole in Establishing Requirements

Although this process, its steps and their interrelationship
have been explained using the Functions Course as a "real live
intelligence application" the same concepts apply to any level within
the organization. For example, the objectives that OTR must accomplish
have in the past depended upon the requirements that have been
levied by "Top" management. How OTR is organized has depended upon
(1) the entire 1list of such requirements and (2) the aggregation of
similiar activities and/or courses (requirements) into ‘manageable
(school) segments. Such aggregations must provide for clearly defined
areas of responsibility and authority which are the pre-requisites to
accountability. To say the least I have been disappointed in the limited
agency career development program that exists only for specific segments
or very narrow specialties. The time has come for QTR to become more
aggressive not only in career development.training but also in much
of the currently named "component" training. The training that OTR
conducts for the Directorate of Operations and the Directorate of
Intelligence I.consider to be basically component training. In order
to effect batter utilization of training assets by OTR, OTR must

effectively plan, organize and control the total training effort of

-7 -
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the agency. Planning sets the stage, organizing sets the resources
and controlling sets the degree to which the organization will
continue to survive. Planning determines a séhedule of what 1is to
be accomplished, Organizing determines the resources to be invested
and how to accomplish the planned schedule and controlling determines
how well the plan was accomplished. Since control requires a
measured comparison of what was accomplished to what was planned to
be accomplished, there can be no control without a succinct plan.
The degree or amount of control required is dependent upon the
professional capabilities of the personnel. 1In this regard OTR must
decide what role it is to play in Agency Training.. This really means
a restatement of the objectives to be accomplished, time-phasgd in a
reasonable balance between assets, resources and time for accomplishment.
I am reminded of the little boy who was asked by his father (a world
reknowned Production Control expert) what he wanted for his birthday
next month. The boy replied "a baby brother." His dad responded
with "that's impossible son." To which the boy quickly replied
"you have taught me all of the principles and practices of effective
production control, just put more men on the job".

Once the objectives are carefully specified and analyzed, then
OTR can determine if the present organization is properly structured
to accomplish this priority-ranked list of objectives. The only
definitive principles of organization structure that apply are that
(1) each organization falls somewhere between the extremes of being

functionally organized and belng product or service organized and

-8 -
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(2) like-activities should be grouped into manageable segments so
that the specified objectives of such "grouped" activities can be
responsibly accomplished.

If OIR is to exert more influence in career development, then
OIR must write career development plans (programs) in conjunction
with each responsible directorate. These career development programs
then become the focal point of the OTR pfogram planning and the
subsequent course planning. The existence of career development
plans does not require OTR to be organized along the same career
structure. In fact, an OTR element such as the Information Scilence
Program can cut across a number of career development plans by
providing segments of instruction or courses that fit into various
career progresslon patterns. Other such examplas include the IﬁA
introductory orilertation, the mid-career and management courses and
the senior seminar.

If OTR recognizes a need or void in trainirg then a course or
program should be developed and presented. Demand for such a program
can be generated through effective advertising campaigns. We should
look to the methods used in successful mérketing research and advertising
campaigns and apply such tactics to researching the need and promoting
newly developed programs.

To dgtermine how well each course is meeting its objectives, I
offer as an example (appendix A) the form used in the Functions Course.
As a follow-up questionnaire, I offer the form (appendix B) designed for
the Functions Course. To determine the allocation of manpower/time
assets, I.offer the Faculty/Staff Activity Report (appendix C) as the

-9 -
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basic time allocation data collection device. One can thus relate
resource expenditures to the benefits provided to our customers --

the students and to those responsible for review of career development.

Some Observations

Tt is often charged that such measurement sets up biases in
decision-making by concentrating on costs and ignoring intangibles
and human factors which cannot be quantified. Or conversely by
nalvely attempting to put numbers on such imponderable elements
thereby misleading the decision-maker. Such thinking often forces
personnel to play games. For example (in the evaluation of personnel
who (1) present lectures or (2) participate as guest lecturers in
other courses.) If I knew that my performance was to be evaluated
on (1) the number of students who were lectured (2) the number of
my lecture hours and (3) the ratio of students per lecture hours
then T would make certain that my lecture hours per course were at
a maximum and that I lectured only to large student-groups or classes.
I could so maximize my performance measures that I would always be
nunber one on this performance roster.

However sincere these critics may be -— they reflect a complete
misunderstanding cof the relevent issue. ‘And sometimes they simply
reflect the chggrin that particular pet projects may not show up
well under such measurement schemes.

Program Performance measurement does require a systematic analysis
(the means) of program proposals and decisions, concentrating on those
particular decisions (the ends) which have inherent budgetary

- 10 -
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consequences. Please note that systematic analysis does not have to
be quantitative and is not co-extensive with quantitative analysis.
The word "analyze" does not have the same meaning as the words
"quantify" or "measure" although analysis often includes some form

of measurement., Management by Objectives, the PPB process or whatever
the current "in" title of a good management philosopy is, all of these
concepts seek to subject to a systematic analysis both the tangible
and intangible elements of a program decision. We live in a world
that must make decisions often using limited or meagre information.
This is more akin to the European Style of Management which opts

for a decision as'contrasted with the American Style which opts for
"adequate" information before making the decision. 1In any event

let us not becomz so Management by Objectives (MBO) oriented that

we become managers who can't make decisions unless the plan calls

for a decision.

- 11 -
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LIIFORMATICN SCILHNCE FOR INTELLIGENCE FUNCTICHS

LASS:

INTRODUCTION. The Staff is concernad with tha quality of its educational
program. Your constructive commznts are solicitzd and will be used as part
of tne basis for improving the ability of future prasentations of the
Functicns Ccurse to meet the information science training requirements of

hser organizations

1. Khat is your ovarall impression of this course?

Qutstanding Excellent Good Fair Pacr

2. Did we fulfill each of our course obiectives for you? Indicate below:

(a) To femiliarize you with the terminology and basic technigues
of Information Science,

Qutstanding ExcelYent Good Fair Poor
(b) To davelsp your capahility of identifying and defining problems
in vour p*a.?<%:o.a1 intsl ligence fieid which ara am enab1e to
solution by informstion scierce techniques and to solve such

problems at the elcementary level.

Qutstanding Excelient Good Fair Poor

(c) To dmprove your communiceiions capabilities in conferring with
information science profassionals,

tstanding Excellent Cood Fair Poor

(d}) To cncourage yeu te purque further the davelopment cf your own,
and your organization's information science rescurces and
capabilities.

Qutstanding Excellent Good Fair Poor

(e} Do you belinve the course content is cempatible with the course
objcctivas?  Yes No
Discuss this comnatipility and describz any changes that you
think would increase this ¢o npat;b11:ty.
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~ Y23 No b

What is your job title and what are your major tasks?

What are your personal reason(s) for attending this course?

Reflecting on your learning from the course what percent of the course
do you feal will contribute or be of use to you? Please identify by ®
entering one (x) check for each line.

a, Immediate Use

Z5% 50% 5% TG0%
b. Leng-range Use

2b% SU% 10% 100%

Please rate the course in light of your answers to Questions #4, #5,
#6 and #7.

Qutstanding Excelient Good Fair Poor

9.

As a follow-up to your end-of-ccurse evaluation, cny subsequent
coimrents based on work experience at your home stotion would be most
welcom2 and halpful in updating course relevanca, Uould you be
interested in accomnlishing a post-graduate cuasticnnaire four months
after completion of this Course?

Yes No

et eed————

[ —
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3. Reflect on your learning from the course this week. For each subject element listed please indicate
your personal reaction to the appropriate space,

SUBJECT ELEMENT I can see no Iam aware of I am aware I'd like to incor-| I will certainly
application for a few appli- of many porate the infor-| incorporate
this element in cations for this| applications | mation & tech- the infor-
my work, element. for this niques from this | mation and

element in element in my techaiques
my work, work, from this
' element in my
work. )
Elementary System i
Concepts
Basic Programming
Statistics
Library Programs
DELPHI
Decision Trees (

Network A nalysis

Intelligence Problems -

maz: L'lg of
these new L chniques

ST e R e e g b Sy s ey M S A an L himy
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3. Reflect on your learning from the course this week. For each subject element listed please indicate
© your personal reaction to the appropriate space.

SUBJECT ELEMENT I can see no Iam aware of I am aware I'd like to incor-| I will certainly
application for a few appli- of many porate the infor-| incorporate
this element in cations for this | applications | mation & tech- the infor-
my work, element, for this niques from this | mation and

clement in element in my techriques
my work, WoOr K. from this
element in
my work, g
N
Probability
Linear Programming
Basic Programming
Single Correlation &
o
Regression
Library Programs
DELPHI
Probability Assessment @
Inteiligence Problems -
making use of these
new techniques
!

A
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3. Reflect on your le:a.rnmﬁr from the course this week. For each subject element listed please 1nd1cate
your pe *‘sonal reaction to the appropriate space, :

SUBJECT ELEMENT I can see no - Iam aware of I am aware I'd like to incor-| I will certain
application for a few appli- of many porate the infor- | incorporate
this element in cations for this | applications | mation & tech- | the infor-
my work, element. - for this niques from this | mation and

element in element in my ~ techniques
my work. work, : ; from this
element in me
work., o
Y
Information Storage And
Retrieval
Queueing

Basic Programming

N

Decision Theory

Library Programs

DELPHI

. {' —
i8S - '
COINS

intelligence Problems -

making use of these
new techniques

. ; .Y
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3. Reflect on your learning from the course this week., For each subject element listed please indicate
your personal reaction to the appropriate space.

SUBJECT ELEMENT I can see no I am aware of I am aware I'd like to incor- | I will certainly
application for a few appli- of many porate the infor- | incorporate
this element in cations for this | applications | mation & tech- the infor-
my work. clement. for this niques from this | mation and

element in element in my techniques
my work, work, from this

element in
my work.

{

Bayesian Analysis

Semantic Distortion

File Construction

MIS/PPB
Human Factors (
A
Modellting &
Simulation
PERT

Intelligence Problems -

12 - £ M
making use of these

news technigues
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 NAME: WEEK OF: TO

This form is simple to maintain if done each day. Indicate the
amount of time spent performing any activity listed. (Indicate
others if necessary.) An activity is considered significant 1if
it requires more than 15 minutes of your time to do it. In the
case of short duration jobs, i.e., filing, merely record the
approximate total time spent in that activity during the day.

turn in to branch chief by Friday noon each week.

ADMINISTRATION:

Management: Mon . Tue. Wed, Thur. Fri.

=1

letter/report-research’

letter/report-preparation

letter/report-coordinating

Briefings—-preparing

Briefings~presenting

Briefings—-attending

Meetings-preparation

Meetings—-attending

Telephone

Clerical.:

typing

£1ling

reproduction

meetings

telephone

tralning

CURRICULUM:
Instruction:

Research/study

- Lesson preparation

Lesson presentation

Lesson attendance

Coordinating
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CURRICULUM ACTIVITY CONTD. Mon. Tue. [Wed. Thur. Fri,
Scheduling:

pPreparation

coordinating

Student Advising/Evaluating

Faculty Advisor Time

Seminar Evaluation

Paper/report evaluation

Briefing evaluation

Counseling

Record administration

Exercises:

Development

Preparation for

Participation

SECURITY:

Security indoctrination/training

PROFESSTONALTSH:

Professional development

Proficiency maintenance

-

ST Sp—

[RAVEL/LEAVE:
Travel/IDY

Leave
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_ Ideo Tape & Motion Plcture ~
Rqms
Video Tape
‘equestor Date Finish Subiject Status Remarks
‘r. Sem, Apr 73 Apr 74 Unspec No follow- 6-8 tapes, 10-15 min. each
up
IWA (MC) Apr 73 Nov 73 8-10 Guest Spkrs 1 done-Sept 2 in #36, 2-3 in #37 (Sept)
R-R 1/2" 4-5 in #38 (Nov)
INA (IVA/IPE)Apr 73 Open DCI/DDCI, et al No follow~
: ' up
TS Mar 73 Apr 73 "News Excerpts" Completed
ang Sch Apr 73 FY 74 Unspec No follow~ "30 min. tape for stud. brief-
up ing"
ps Sch Apr 73 May 73 Guest Speaker ? ""PRC Pol. & %EﬁI”%ﬂjs.
" Apr 73 June 73  Guest Speaker Completed lecture: exceprts
STATH%?L Apr 73 Sept 73 CO/Agent Mtg. Idea Stage Re-do, 1 hr. tape, for IWA &
’ Ci sem
? Sept 73  Unspec Idea Stage Excerpts from sev. films - for
IWA
" ? Open "Damage Report" No follow- Excerpts
, ' . . up
" ? Open "The DO Story" Idea Stage
" Sept 73 Open CA Case History Disc. Stage[:::::]- Multi-media STATIN
STAT
Oct 73 Oct 73 "Black Sept." Completed 1" & 1/2" copy from motion pic.
Completed 1"
itel Inst Sept 73 Oct 73 Brzezinski Completed  AGS Prog. 3/4" cassette
Apr 73 Aug 73 "The Teletype Mes,"2 Completed 4 more to come, LV
1S Oct 73 Open Guest Speaker Plng. Stage Smoker Cessation, 3/4" Cassctte
STATSPEC (color), borrow cameras
{Pers Oct 73 Oct 73 "Position Audit" Plng. Stage 1/2"
s N May 73 June 73  Guest Speaker Completed  Smoker Cessation, 1" B/W
’ not used

Approved For Release 2006/11/04 C BP78-06215A000100010005-2



Approved For Release 2006/11/04 : CIA-RDP78-06215A000100010005-2

b Motion Plcture ~
:gquastor Date Finish Subject Status Remarks
SiWA Apr 73 Open "Need to Know'" Awaiting Up-date, cut length
dee. re new
edition
" Apr 73 NA Guest Spkr.Prog 3 Completed Periodic color shifted to
videocassette
" Apr 73 NA Agency Spkrs No follow- Color
: “up
" Apr 73 Open Drug Abuse Sem No follow- Studilo production
up
Lzng Sch Apr 73 FY 74 Unspec No follow- Color, 2 films, 10~-12 min. ea
up
ALT Apr 73 Nov 73 "Pers. Mtg." ITB holding 15 min script submitted May 7
" Apr 73 Nov 73 ITB holding 15 min.
i Apr 73 Nov 73 ITB holding 15 min. .
" Apxr, 73 Jan 74 ITB holding 37-40 min.
" Apr 73 July 74 ITB holding 40-45 min,
" Apr 73 Sept 74 ITB holding 60 min,
STATINTL
ITSET Setp 72 Dec 73 "A Point In Time" In process 1+ hrs. color,[;;::; at prese:
(80% done) TFeb 74 more reallstlc
STATINTL
Jzs Sch June 73 Open ROC Program In process [:::::::]
_zag Sch June 73 Open Lang Proficiency Plng. Stage 20 min,
Testing
3, 2DhMES Aug 73 Sept 73 DCI Address Completed 45 min. (color)
3/bCT Sept 73 Sept 73 Anniversary & Completed  Color
Awards Ceremony
278 Oct 73 Jan 74 "Defensive Driv." 1In process Color, title inserts & film p
J/Sec Oct 73 VNov 73 Plng. Stage Color
STATINTL
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1 November 1973
MEMORANDUM FOR: Chief, PTD/ISTS/OTR

SUBJECT . Some Comments Relating to OTR Policy
Concerning Course Evaluations

BACKGROUND

1. Course evaluations designed by skilled professionals
and properly administered can provide a means of determining
customer acceptance of training provided by OTR. A student's
reaction to a course, or to parts thereof, may be influenced
by a wide variety of factors, such as his own work
experience, or his boss's attitudes toward new metho@s.
Course evaluations, however, should be designed to zero
in on relevant factors. For OTR, relevancy must stem from
and be determined by course objectives. Course objectives,
in turn, must grow out of the Agency's perceived training
needs. Assuming effective teaching of relevant subjects,
then to the extent that a students expectations and a
course's objectives are similar, that student's reaction
to training will be '"favorable."

2. Keeping in mind, then, that éourse objectives should
govern relevancy, those student comments directed toward the
degree of achievement of course objectives‘are the ones of
utility to OTR. Other commentary, of course, may well be
interesting, even of peripheral value, and so should be

welcomed by instructors.
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DISCUSSION

Job-Related Courses
3. If courses are skills training, or job-related,
they are intended to produce an early payoff and there
are two specific areas of the course evaluation. The
first relates to how much the student learns (Information
Transfer) in the course, and this is an OTR responsibility.
The second relates to job environment and whether that
environment allows him to apply the new information and
techniques on the job; this is not OTR's responsibility.,
(This second area assumes that the course is relevant to
his present position.)
Information Transfer, An OTR Resporsibility
a, The amount of information transfer is readily
measured by having the students answer a list of
questions (structured from the course content) on
the first day and the same questions on the last
day of the course. The difference in correct
answers between the final questionnaire'and the
beginning questionnaire is a meaningful, positive
measure of student learning or information transfer.
In this manner OTR measures the effectiveness of
the course or learning experience.
Work Environment

b. Whéther or not the work environment allows the

student to incorporate new information and techniques
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in his work (not an OTR responsibility), OTR can
help make the student aware of applications of the
information and technique, and may persuade or
influence the environment through education to
accept and use new methodologies. OTR can,
through positively structured (level of intensity)
scales related to course content, determine to
what degree each studeﬁt has been made aware of
applications, and also whether his work environment
will allow him to make application of the new
information and techniques.
Career Related Courses
4. Career-related courses are intended to produce a
long run (carcer) payoff and there is only one specific
area of course evaluation i.e., what did the student learn.
Information tiransfer (as in job-related courses) is readily
measured by comparing questionnaires answered on the first
and last day of the course. If a course is unusually long
(more than 4 weeks) then a questionnaire can be divided
into two or more questionnaires each covering a bloc or
segment of course content. Such quéstionnaires are positive
in their motivation because there is reward in the comparison.
Students will always learn something and this measure gives

credit for learning.

-3 -
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4 .

Fvaluation of the Course (Student) Evaluations

5. It is to be expected that student responses will
exhibit a range of answers; OTR can satisfy all the people
some of the time and some of the people all the time, but
we cannot satisfy all of the people all of the time. When
presenting new information, new techniques, and new develop-
ments, we can expect skeptics to be present. With well-
structured course goals or objectives, if the majority of
the class agrees that the objectives have been accomplished,
we can be reasonably sure we have succeeded. It is true
that a lone dissenter may be singularly correct, but this
is the responsibility of the course divrector to evaluate

and decide for his course.

STATINTL

- 4 -
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Evaluation by trainses—the happiness rating--is, Broad-

well suggests, worse than

useless. instructior perfor-

mance checklists aren’t much beller; What’'s needed?
Something new . . . and truly helpful to the instructor.

Talking to a group of training spe-
cialists some time ago, [ chal-
lenged them to come up with an
acceptable reason for bothering to
evaluate the training they were
doing, It was an interesting thing
for all of us to see the direction
the brainstorming took. When
honesty rose to the forefront—a
sight to bcho'd among trainers—
most agreed that the main reason
was pressure from the organiza-
tion. Each had a2 idea that. deep
down inside, he or she could really
tell how good tle instructing was
without going through any formal
evaluation activitv. “But,” came
the conclusion. “management
doesn’t seem to be satisfied with
that kind of evali ation anymore.”

Finally, hey decided that
we should cvaluate for two rea-
sons: (1) to see if the time and ef-
fort were worth it in terms of re-
turn for the organization, and (2)
to sce if there was a way of im-
proving the training in the future.
There was general 'lguumnt that
we are more often forced into the
first and avoid the sccond once a

course gets under way, especially if

the “students all like it.”
There's a good chance

llll} llll

l" e

that many times we go down the
wrong road in our evaluation tech-
niques, especially in terms of how
we interpret the results. For ex-
ample. suppose we get very “fi-
nancial.” We figure the cost of the
training right down to paper clips:
then we ficurc out how rauch the
improved behavior is wor h 1o the
organization. The difl rence—sav-
ings—is what the trainirg is worth.
Sounds simple enough. rizht? Not
necessarily: if we stop there. we've
done a poor job of evalua ion.
Admittedly, not cnough
of us even go as far as the dollars-
and-cents evaluation, tut even
when we do, it may be Lke mea-
suring the mileage on a var with-
out also knowing how well it was
tuned up or how good tie spark
plugs were. Good. honcst eval-
uation should say, “With iie train-
ing we did. we got these results.
We don’t know how well the
teacher was tuned or whether the
class was really ‘sparked up.”” In
other words, we need to be careful
that we don't accept the training
as an invariabld and measure its
worth in light of whether this in-
variable gives us an organizational
improvement. The real problems

m") 62D /]
a’w\;& Y “{;'

come when our effors
proven that we actually are
the organization a measu
sum of moncy (or tms. <7 «
We may ask. “Why werry
when we know we're savir
on it?” The answer is. s
about it because we mizht be aole
to save more monzyv or time & -
fort.” We shoulint be
with any training evaliua
doecsn’t take into account !
ciently the traininz was \,'
well the instructor dic.
structors did  berzer ih
and which are going 1o 1o e
Let's see what :1.»<:::,_:v-
tions we are making if we .o
make any quantii ted evaluaun
the trainer (and I don’t meun
dents rating the tzacher oa :
point scalel). First. we i
saying that the trainers are all ;
fect—or at least cut oui ¢! Iie
same imperfect mold—wher e
say that they all will wach tiwe
same subject at the same rawe and
get the same results. For ox: S
training directors often sas.
teach thus and so in this peri
time.” When asked who wili :
it, they'll say that so far tha
decided. This assumes that a
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structor taking that material can
teach it to the same degree of suc-
€ess as any other instructor in the
same length of time. That becomes
a strunge conclusion when the
question is asked whether some in-
structors are  better than  others.
The answer always comes back
that some are betier than others,
SO our assumption is all wrong. To
think that we'll get the same learn-
ing from different instructors or
the same learning from the same
instructor every time is false hope
for sure!

When we do our eval-
uation on the dollars-and-cents
basis alone, we're also running the
risk of assuming that once the
course gets underway we'll be get-
ting the best possible instruction
and have no need to improve it
None of us belicve that. of course,
but so often we Jet the Instructing
go after we've had some kind of
instructor training class and gotten
most of the instructors to take it
We make livle effort to follow up
on the instructors or sit in and
help them catch their own weak-
nesses or build on their strengths,
We muake another false assumption
v assuming that they will get bet-
ter just because they are teaching
all the time. There is little effort to
support the idea that experience is
a good teacher for the teacher. cs-
pecially if he isn’t pointed in the
right direction to start with,

L am sure there were sev-
eral loud gasps from some reading
the last paragraph, the part about
not rating the instructors afier the
course gets under way, “But.” they
say, “we never close a class with-
out an evaluation of the instruc-
tor!” Great! Done by a profes-
sional trainer, 1 hope. *Well, done
by the students. After all they
know good or bad instructing
when thev see it™ Who savs so?
Where did we ever get the idea
that students are the best judge of
whether or not the teacher s doing
a_professional job of presenting
material? That's like having a ran-

o 1
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dom sampling of patients give the
medical exam to doctors {or, to be
less kind, having a group of crimi-
nals give the bar exam for - law-
yers).

Pm now looking at an ac-
twal student evaluation card. It is
on a five-point scale. The first
question 15, “Iow much interest
did you have in this subject before
you came?” The student has rated
it 5. The second question is, “How
well did this course meet your
needs?” The rating is 4. Question
three is, “What wus the strong
point of this course?” The answer,
“The instructor.” Question four.
“What were the weaknesses?” The
answer. “A little too long.” Before
talking about this as a help to the
instructor, let’s look at another stu-
dent's view of the same course;
again. these are actual cards. On
question one. as to interest, the an-
swer wes 3. On question two. as Lo
meeting needs, the answer was 4,
the sance as the first student. On

“Where did we ever get
the idea that students
are the best judges of
whether the teacher is
doing a professional job?
That’s  like having
patients  giving medical
exams to doctors.”

stcong points, “The instructor.” On
gitestion four, about weaknesses,
“Hot long enough.”

We're not going to talk
alout the whole field of students
evaluating the course. but let’s sce
what we would talk to an instruc-
tor about with this kind of infor-
mation. To start with, each student
rated the value of the course as
the same: 4. But what does that
tell the instructor about his presen-
tation? Not much. The fact that
one didn't expect much (3) and

1{5 :|1'|;_:1 ?L%lll[
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the other had great expectations
(5) says that the 4 on question lwo
means quite different things to
each of them, obviously, But what?
What can I do as an instructor
next time to change this? But what
about the fact that both found the
strength of the course 10 be the in-
structor? Since that's g good rat-
ing. we can sit buck and say the
instruction is all right: it's just the
type of students we're getfing. Or
we might say that the instructor is
all right,- but the material isn’t put
together very well. Ironically, both
of these might be right, but we
haven’t done much towards decid-
ing the cfliciency of the training
program with the information
we've gotten so far, Finally, one
said it was too long. the other said
it was too short. Rarelv has a pro-
gram cver been run that the stu-
dents didn't just about cqually di-
vide on this question (except for
the large number who like to rate
it “about right”). What all of this
says is that “happiness” ratings by
the students don't give the instruc-
tors much usable information as’ to
style. technique and approach to
producing learning.

Where is all of this dis-
cussion leading us? It says that we
need some comncrete ways of .eval-
vating the effectiveness and effi-
ciency of our instructors, We all
recognize that this is best done by
looking at the student after he has
returned to the world from whence
he came and started to apply what
we atiempted to teach him. This is
the true arena of evaluation, since
it was a deficiency in this area that
caused us (hopefully) to start
thinking about the training in the
first place. But there must be a
better. earlier look we can take,
not a dollar-and-cents measure but
some real indicators as to how well

“the instructors are doing, while

thev're doing it. There are some
ways. and they aren’t all that com-
plicated. We just have 10 get rid of
some of our fuzzy thinking,

' First, lfet's dispel some
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old-fashioned ways of evaluating
instructors. [t shouldn’t happen,
but every once in a while some
old instructor-critique sheets crawl
out of the woodwork and have to
be stantped out all over again. The
worst of these is the “public speak-
ing” approuch to evaluation. The
form has a complete list of goods
and bads, all of which sound like
they cume out of an international-
speech-training-club’s munual:
“How was the teacher’s delivery?
Did he lean on the podium? Did
he hold vour interest? Did he use
visual aids (if any) well? Was he
void of distracting manncrisms?
Did he speak loudly enough?”
Any time these types of critique
sheets show up, they demonstrate
clearly that the evaluator is look-
ing for a substitute for efiective
teaching techniques. It also raises
the question as 1o whether or not
we really know what good instruct-
ing is.

There is little evidence to
show that many students have
failed to learn because the teacher
failed to use an appropriate ges-
ture at just the right time. There is
serious doubt that uny training
programs have failed because the
instructor [eaned on a speaker's
stand or turned ais back on the
audience while he wrote on the
chalkbourd. Not that it’s a good
practice to turn your back or fuil
to get eyc contuct or to talk too
softly; it’s just that we know more
about teaching and learning than
to think that a class will suddenly
learn (and never forget) a point
made with a rased arm or while
being looked at directly by the
teacher.

The important thing to
remember in teacher evaluation is
that learning is basically the result
of something the learner does, usu-
ally—but not necessarily—having
been provided the opportunity to
do that thing by the teacher. The
opportunity to learn does not re-
sult from a gesture or a word spo-
ken during cye contact. It is an in-

f !II I”Llllllv
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volvement process through which
the learner is provided with some
mental activity causing him to em-
bed the muaterial in his memory.
And this should give us a clue as
to what to look for when we cri-
tique a training progrant.

As we look at classroom
activities, we should think of three
major inputs: the student (and all
his abilitics and hang-ups). the
teacher (and all his experience and
knowledge), and the material to be

1
4
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something that is behavior-ori-
ented in order to know what to
change if he’s doing something
wrong.

A good critique should
have something about what the
students are doing as weli as what
the instructor is or isn't doing. It
should tell how much m:mem
there 1s in the classroom i
not just the total number of
someone was involved. i1 shouid
include the number or

“The important thing to remember in teacher

[N

uation is that learning is basically the result of some-
thing the learner docs, usually—but not necessarilv—

havmg been provided the opportunity to do tha

thing by the teacher.”

—_

learned. Thesc inputs all converge
in the teaching-learning environ-
ment (the classroom). How they
come togcther is primarily under
the conirol of the instructor. The
instructor decides what the student
will do, how the material will be
handled and presented. aad who
will do all the 1alking. Th: instrue-
tor decides how much eedback
will be obtained and how that
feedback will be used, if iadeed it
will be used at all. As we :valuate -
the instructor we are aiso eval-
uating the instructing, which is the
sum total of all the inputs »lus the
elfect of the environment. .\ pretty
good rule to follow is to avoid
mind reading whenever yossible:
“I think the students were hostile
because the chairs were ut.comfort-
able,” or “The students rescnted
him because he had too niuany col-
lege degrees.”” When we do this
kind of evaluation wc¢’re in
trouble, because the answer sounds
like, “Sorry. teacher, there’s noth-
ing you can do to look good so
lonﬂ as we have those hard seats
or you have )our -college degrees.”
We neced something more l(mmblu
to go on, and th¢ instructor needs

students who were invelved in wm
given period of time. An even tet-
ter bit of information i
with an instructor is how oy
different kinds of involvemient
techniques were used aad how
well they were used: VWere i

forced? Were they effec
they have some reason &
used other thHan just miak.
go by faster? A cm.v,__
could easily track these tz.nus
be a valuable document for 4
structor-evaluation session. A <hant
could easily plot the time used by
the instructor in geltinzg a poiat
across compared to the am
time students spent in “discoyv-
ering” concepts. Those who use
this type of evaluation precess hike
te plot a graph of paruicp
but with more than just who's
doing the talking. Thev carry it 2
step further by seeing whaiher the
involvement was the rez
of old information or tiwe gen
tion of new conclusions. Thev put
the instructor’s remarks dewn cne
side and the student responses
down the other. or at least they
make cnough notes to ik about
later. A quxck glance at these notes

JSion
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“We are able to sct a
standard of performance

for our instructors. We
can tell them we expect
some involvement and

teedback, and then tell
them how much.”

28 'TRAINING in business and industry

can immediately show how much
responsibility the teacher is sharing
with the students as far as learning
is concerned.

Too often we tend to rate
an instructor high just because he
gets a lot of involvement. In fact,
this is one of the real weaknesses
of having students evaluate the in-
structor: They, too. think that «if
they participated a great deal the
instructor did a fine job. What
they may be saying is that line
went by faster thun it did when
they weren't participating. They
aren’t nccessarily saving they
learred more. There ought to be a
mor= noble reason for involvement
than just to make time pass faster.
In cur critiguing, we should look
at fuedback as part of that noble
purpose. We need all the informa-
tion we can get on how the stu-
dents are doing and how we are
doinj in getting the learning pro-
duced. Without feedback. it's
hopeiess. so we observe how many
time: fecdback was obtained. We
coun: how many times we get total
feedtack, that is. a response from
everyone in the class that teils
what they think. what they know,
or what their problems are. This
respcnse may be in the form of a
one-question quiz, a show of
hands, writing down an answer,
exchanging papers, calling out sug-
gestions. etc. But we don't stop
there. We not only find out how
much feedback is obtained, but we
all keep track of the way the feed-
back is used. Is an adjustment
made by the teacher as a result of
the fecdback. or is the feedback
left to die untouched? We should
also find out how much feedback
the students were allowed to get
and use. Did they know they were
heading down the wrong road.
early cnough to react, or just in
time to find out they have failed
the course? We can rate the feed-’
back as to how valid it was. that
is, was il representative of every-
one’s thinking or was it from a vo-
cal minority? Was it planned or
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accidental? Did the students force
the intormation on the teacher, or
was it obtained purposely by the
instructor? These are necessary
things to know. and things that
can be observed with only a little
training. They are behaviors; they
can be discussed with an instruc-
tor, They give him meaningful in-
formation that he can use to
change his behavior, if his behav-
ior needs changing. Equally impor-
tant in ull of this is the lact that
we arc able to set a standard of
performance for our instructors.
We can do more than just tell
them we think they should make
their classes more interesting; we
can tell them we expect some in-
volvement ard feedback. and then
tell them how much. If we do our
obscrving weil, we can give them
quantified information on these key
techniques.

Where does all of this
leave us? It all says that when we
evaluate our training, we aren’t
doing a complete job if we don’t
give our instructors some measured
feedback on their own perfor-
mance. Whe: we evaluate our
overall training program, we aren’t
comgletely fair with management
if we don't take a look at the effi-
ciency of our instructors to see
what we're getting for our training
dollar, Instructors can be mean-
ingfuily measured and shown their
strengths and weaknesses. A
couple of casily observed and cas-
ily muasured techniques of instruc-
tion «re involvement and feedback.
Both are necessary to producing
eflicient learning. Each is just as
easy 10 see as poor writing on the
chalkboard or a distracting man-
nerism. But *o sce them we have
to watch the learner as well as the
teacher, and this gets to be a prob-
lem. Our training in how to ob-
serve an instructor sometimes
causes us to forget about the
learner. Maybe somcone  should
invent a classroom  without stu-
dents, It would surcly simplify
teacher evaluation! i)

K i

.4;’;'___

e
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ricul Committee
| | STAT

7, 8 November 1973

© Wed a.m.

STATINTL _Item B of the Agendx:

Began with clear definition from the DTR on what he meant by syllabus or

black book -- a record of the subject matter of various courses taught in

OTR mmit to serve a variety of purposes. DTR wishes to set about recording in
book format form the sum and substance and record of every course that OIR
conducts. He defines black book as & binder containing descriptions of major
blocks, statement of objectives, schedules, speakers, a record of content

of the course, He did not believe that every hour of a course should be
outlines and not every single moment accounted for. His requiremenﬁi is
general, and the subject is not & new one. We must revitalize the meaning and -
purpose of the black book effort.

We started this effort several years ago, with a target date of 1972

wag the ramrod of this project. Some of them were highlySTATINTL
structured, Some were quite condensed into a precis of major elements of a
course. Were not systematic. The®x purpose of setting up black books came
from some statement/question made by a Médcareer Ofcr to the DCI --the
DCI then asked DTR what was going on in these courses, and what exactly did
a certain officer say in his talk to MEDC, The effort was stirred on by
the formation of a Board of Visitors and X thought to have some sort of
legacy to pass on to instructors.

Why do we need Black Books:? Here are some thoughts...

-- to provide new instructors with a written description of the what and the
how

--gerve as an aid to the DTR in dealing with questions on what goes on in
our courses

--can constitute briefing medis for Board of Visitors and overseeing bodies
who are in a position to know what we do in some detail

~=for Curriculum Committee information

--gupervisors of courses sjpould have an idea of the range of information
being put out

--determining objectives of OTR and a responsibility for devising mechanism
for evaluating effectiveness of our courses

The real concern that came out of Helms' question is that do the Deputy
Directors know what their people are saying to students. It would help
with finding out what instructors are asking their guest speakers to do.
Ptepare for visiting spesker an outline of what it is they want him to hit.

Agree.

Description of a blck book has to beflexible enough to allow it to respond
mmym,;g,w,g;;&g&__vmﬁgwe our lectures respond to a need and not be
in an advertising nature...they must have certain goals...and certain things
to present.

There's a difference in courses..,.a survey course would have different
constraints than another kind.

And, scope notes vary, depnding on the lecturer, but they should be cranked
into the black book. Black books could be used to be sure there was no
duplication.
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Objective No. 5 deals with the setting up a performance evaluation system.
A black book is the heart of such & system and the objective.

You can work out a scope flote for someone with a special skill,
but scope notes for something like Bill Nelson's talk in Midcareer
will be something else.

To judge courses in the context of our objectives we would need a black
book to help in appradsing the course,

I have a different Wiew of the black book--brought example of his
for one of his courses, big compilation containing exact content (like a
lesson plan) :

The actual content is more important than format.

E think & black book should be something for a course instructor to pass
on to hisz successor, and I am not sure that unifermity is possible.

Maybe some modification of the unit and bleck system which is used in the
Senior Seminar might be helpful.

Dale's black book ie not my definition of a black book--it's essential to
the course running, it's a lesson plan.

Maybe we're starting on the wrong end of the stick. Why not start with clear
and definite objectives for every course, then develop a clear statement of
training philosophy for training courses. Reason for a course should be
essentially governed by what OTR wants. Measure course objectives in light
of overall training objectives. Need a clear statement of OTR training
philosophy and OTR training goals. We should start by reexamining and
reviewing course objectives,

Committee members agreed and felt this should be done, but were'ntm
sure that starting here would get the job done.

We must find the proper perspective. One of our goals is to support the DDbO3
then we'll get a little xp more specific; the training of the case officer,
we shogld start with specificity.

We all favor a black book. Guess real question is what is the format?

How will we go ebout this?
The final product will be & mixture.

Well, theré's quite a mixture of courses in OTR
Statement of objectives and effectivness problem are almost inseparable.

Was charged with responsibility for black books in theprevious exercise.

In that we did not have a base of understanding of method of determining
requirements, establishing cbjectives, being up to date on training
techniques, and evaluating theprogram at the end. We should study the whole
cycle of training techniques and until this comes to pass, black books are
no good,

Part of our idea is to build a data base, and we will never reach that stage
if we are that idealisticZ

When I talk about training goals, I don't get specific about how we do it. I
think we need Xm a yardstick against which to measure anything we do. We
need to know the needs of the orgenization. We need to look at the whole
spectrum but this does not prevent us from # looking at things that are
presently there.

xHex If we need this accountability mechanism....knowing what is said in our
courses, we may have to change our method.
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three things keep repeating themgelves:
zwo EZOpe notes (ghich geem to be a reasonsble starting point for describing
the basic coverage)

2, Course objectives
3. Does what we are doing adhere to OTR training philosophy

How do we go about reviewing and updeting course objectives:
a. The course chief megimz does it?
b. A group of people? .
. do all courses at once
g. TSo or three courses at a time? %o develop some expertisée...

We're not sure that all ofthe courses have objectives, we're not sure that all
of #our courses have good objectives. In many cases we found that we were
meeting our principal objectives but thst some of our secondery objectives

are not being met. So a starting point would be to insist that everyone take
8 careful look at their objectives.

Page 1 of the black book should have a statement of objectives.

We have a reasonably good set of objectives because much of it is measurable...
e.g., key casring....in using some of the measuring techniques, we're not

sure, though, that the student is the best judge of whether his objectives
have been met....but in ops training we don't have too much of a problem.

Bourse schedule now often contains a statement of objectives.

It's important to know how he performasns after he has taken a course,
regerdless of what our objectives might be. Proof is in the performance.

Statement of content of a course is what we need...how do we do it?

Let's have them teke a look at all course objectives and have them compiled
in PDS' office. We should also kaxe be reviewing scope notes, and where they
do not exlist, we should getthem.

What's a scope note...let's define.

Scope note is whet a guest spesker is going to say in contrast to what an
OTR instructor is golng to teach.

They are a general description of the content of that lecture., for the
guidance of the student where an OTR instructor is concerned. in Midcareer,
they are for the speaker's use to keep him in the ballpark. It a precis
of that hour's instruction. Often contains an objective of that lesson.

I am not sure that the DTR wants scope notes on every single element of the
curriculum. Do all courses need scope notes?

There must be some sort of guidance that we should give our troops.

DTR's needs indicate that he ig not interested in scoping every single
hour of every course. If we want to do this sort of thing, and call it

- & black book, though, he probably wouldn't mind.

I feel that somewhere along the way there are some good black books...like the

-twone the former Support School did on FSM and Clerical Orientation. This is

not a lesson plan...let's look at what already exists.

Contents of Bleck Books

- 1. Objectives (why this course is here, its' origins, bring in the genesis)

who needs it, who wants it?
2. Scope notes (some description of sessions)
. Schedule of course
. techniques used in teaching tis course.
. evaluative instruments used (on the job feedback, post training feedback)
. Costing factors

Approved For Release 2006/11/04 : CIA-RDP78-06215A000100010005-2



L Approved For Rglgase 2006/11/04 : CIA-RDP78-06215A000100010005-2

>
STATINTL

I'11 go around and visit, and find out what is in existence and thus find out
what needs to be preparedd

Easy place to start would be OTR catalog; objectives are stated there.
Black books are with originators currently;

Let's get an inventory of what is currently thought to be a good black book.
CC will review the currently existing black book objectives and will review
the many written course objectives (done by the chief instructor)...
STATINTL : 111 collect objectives as they have been written and bring them back
to the Curriculuhk Committee.

Roex Don't like the title, "black book." Connotates a loose leaf binder,
which is fat, and in this day of less xgm safe space, we won't have room.

It will be a device for the CC and for the Unit Chkef to know that a course
is being given and 80 we can know what has kx to be done.

Lunch

STATINTL | | ee¥Exmxen cOTV
area,

CCTV very good for critique purposes, about 2 years in use, good for
feedback for the students, etc.

Agenda items c & 4

We should be talking about content and subject matter of a course rather than
length. We're okay for FY 75, It's important for this group to have a feel
for what is presently in operations training. To be responsive, this
Curriculum Committee has to be informed. We're not in & position to say
let's consider a 10 week BOC at this time. Perhaps a subcommittee will

be the vehlicle to do this. Let's engage in an educationsl process now.

Let's talk about one of the techniques that we use in ops traing. That's the
business of role playing. They have a variety of exercides., What does this
mean by way of instructor time? Instructor must learn the part--and this is
taxing. Also he might be serving an an Ops Ofcr K in the field station, and
then he has 2-3 students assigned to him....We don't stop with the role playing
bit; anything that the student produces in the way of a report of paper is
critiqued, in addition, the student will send cebles back, and we must reply.
At one time, the instructor is serving as Instructor/Agent; Ops Officer;
Counselor, and hesdguarters desk officer.
Everything that the student does is graded; this puts a& heavy load on the
i instructors. The students like exercises, and they want more,
When we have 51 students in a course thet should haveonly 40, we have some
slippage, e.g., the instructor is tired and doesn't have time to give full
share to students , there is & fatigufe factor. Some of the people feel
the quality of the training has slipped socme. Its nature is really tutorial
trainingk and a Committee has been set up here at the[ | to look at new  STAT
ways of doing things, etc. I talked to returning officers attending a recent
WH conference here and found that they could not tell me anything that we
should be doing better or differently.

IS " . TSSO — .

Before moving on to an OFC discussion, let's talk about how the[::::::]wilfQﬁ?
helping us now. I think Jack will be helpful in helping us get the right people
in the course and he will constitute a proper screening mechenism. 1Is there
evidence of the wrong people getting into the BOC?

It's hard, We don't know what there needs are, we only have their 73s; we
hsven't seen their fitness reports, career plens, etec.

One thing down here that's very helpful is our evaluation system. At the
end of the course, each counsellor writes an evaluation on the counsellees.
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Thies is a very objective critique of the person.

Redefined the question, and said that let's now start with saying a course
has to be 16 weeks long or 10 weeks long. Let's look at the substance.

Directed members attention to handout...and said the course now was put
together by a lot of guys who were overseas and said that this is what any
caseofficer overseas needs.

Role playing is the meajor part, but there are also seminars, ledtures and
movies., ﬁWe have blocks on reporting, technical business, role playing,
and at this time the instructors are interchanging BOC and AOC responsibilities

Do we know what the students will need? Can we know their next assignments?
No

DTR, though, is responding to economic pressure. There is probably some real
concern about the per student cost.

Perhaps this is the time to go to the DDO and tell them that if they want
thexx same kind of product they have been getting, they will have to "pony up."

DTR is responding to the cost pressure, yes. Also, he must cope with things

like CDR.[?%:::} report on costs per student today atf:%::::::f::]headquart%?&?
STATINTL

Let's assure ourselves that what we are doing now is right ageinst the back-

drop that the Agency and specifically the DDO is in grat difficulty. The

DDO collection effort is not very good. How projecting is our thinking in

training or how reactive is it? Should we be concerned with learning the

intentions of offérers in key countries...to study intentions, and the

lives of the decicsion mekers of the country, should we thus be meking

changes in what we are teaching our Ops training....

Does9ghe case officer of 1976 km need the same training as the case officer
of 196517

Told story sbout hils projecting narcotics training and branch mee chiefs
training needs to the DDO and beging shot down when he canvassed the
divisions. Disappointing, to say the least.

To identify a deficiency in the BOC - we don't teach enough about how to handle
people and recruit people. There is not a book which one can buy on it.

We are propably weak in this area. It is simpler to teach & guy the mechanical
aspect of tradecraft than how to manipulate the minister of foreign affairs.

Are we teaching too much hardware that may or may not be used?

People will handle each other differently -- can you teach this? Maybe
we should have been psychology majors or sociology majors?

The students we have down here have their personalities set. We can't
change their personalities. We should, though, be able to diﬁagnose
their sbility to recruit.

We make sure that we get every student in front of every instructor and he's
in role playing, and he's in different circumstances every time. They have
to show flexibility and we can spot those who are rigid.

tapping. Talked with regarding taking 50 of the most successfuATINTL
projects we havegoing and going back and interviewing those who had a hand
in the operation and with a behavioral scientist, having him put the
significant body of common knowledge in terms that we can use.

i mdintain that thefe fs a body of knowledge available to us that we are not
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In this Sales Anmlysis course, do they have any means of screelling people
before putting them into training. Are there some tests available to let us
know if a personz can benefit from BOC training?

There are some tests available, we use them now; and there is testing and
training in the handling of different types of people--but in an American

t'
contex STATINTL

Back to BOC course content and course length, how to you propose [::::::::::]
to exampne course content?

First, there is a consultation that we are entering into with the DDO/TRO
on what the Fore curriculum is for DDO personnel. This appears to
be a logiesl way of proceeding

Ops course has a good background. A lot of people want to take it. The
student leaves with a degree in espionage. What can OTR offer the people

who can't get into the BOC? We sre now looking at our ops training and looking

for changes we can make. I wanted to stop a running of the BOC and asked
DTR if we could use the time to see what we've been teaching, but he said
"no." We are teking a look, and we have several people on the staff who are
competent and can take this kind of a look.

What was the impetus for your taking this look? There has been distinct
satisfaction with the training conducted here the past years.

Well, our new instructors don't have the time to be critical; might be good to

have 5 DDO officers come through the course and critique it.

STATINTL
How about DDO conference (i |2 Could you get a DDO group on TDY
- for several months to sit down with the staff here?
' STATINTL

Back to[ | questions, they said that BOC was fine, no dissatisfaction
with product coming out or how it iz handled.

" But, the impetus came because the DTR said, "you change, or else." So, we

have been working on this to the best of our ability. We believe OFC will
be the filter and we would like to use thig as a screening mechanism.

In the CT program, wkmk we had two screening tests: a grammar test and we
also reguired them to type at the rate of 4O wpm; this would filter out
those who couldn't write, and who were taking instructor time in teaching
writing.

C/CTP would like part of the interim for all CTs in the DDO to be spent

" mx in the Reports Office. But the one answer they have received indicates
- that these boys should hage IRRR before their interim assignment.

" I suggest two OFC's --
-1 in Januvary for people going to the Ops course; then a second for the others.

This would ellow the people in the first course to have an interim.

We sould use OFC as a screening mechanism for the BOC:

1. See if they can write;

2. Live exercises to| reveal those people who have no ability to
handle interpersonal relationships.

"What is the purpose of the OFC?

=Q-=~ to take care of those people who will be going to the field station and

functioning in a non case-officer capacity; but if we put all CTs in it (as
C/CTP suggested) would this be our purpose of an OFC.

. Let's look at the rationale in the demise of the OFC:

1. Number of CTs dropped

2. A careful look at "do they need that course?" Course was designed to
show them how to operate in a field station. There now are fewer
candidates for that overseas experience.

When ¥oud BhreR aR Rr3Y0Erebaloat (D Eralning s Jde AERISYs. Shere is
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: relatively little thet the individual can retuin. At EOD date there is not

STATINTL the time to be giving them the one Agency concept. People -- when they get
to their jobs -- usually focus in and concentrate on their own jobs.
To dale, can you put on an OFC in January.
If ordered to, yes.
Do you have & time schedule?
Don't know. We're trying to come up with some options in regard to all of
our training.
I want to hold the line on getting the projections first and then adjusting
our training to that projection. ILLEGIB
The solution lies in working in tendem with: |me and the DDO to try and
institute the screening mechanism you were talking about and try to get DDO
to accept a more vigogous role in applying this acreening mechanism.
Film on| |- ACE STATINTL
Agenda item f,
Looks like priority one is finishing up| |activity; STATINTL
priority two is to finish the film om personal Meetings.
the original requests were for motion pictures, but we feel these are a
waste and should be done on video tepe.
Could we have a discussion of the relative merits of film and tape?
I cen explain how this happned. We consulted with the audio visual types,
end the big question is the adaptability and availability of equipment
overseas to show these things. Overseas stations do not have video equipment.
We thought that going to film first would give us flexibility.
When you put it on film, it is a lot of money and you lock yourself into
what's on that film. It 1s not easy to change.
What is the rate of use of these abroad?
(auestion never answered) mfc
Use of film is a good device for primitive intelligence services.
STATINTL
ILLEGIB Told story of his lof tape in[ | He feels that the
equipment can portagle, that it is a mor e effective teaching device than
to merely show a film. It's quite simple to operate, can do it by parking
& vehicle some place and shooting out a window. It's not difficult, but you
should have people who know what they are doing; camera is simple.
I'm for the flexibility in using tapes as opposed to going the film route.
We're talking about two things: pre packaged aidfs in training tradecraft
and use of video as a critiquing device.
I'm concerned about ALT training} thinking of copying films made here and
transferring them to ALT.
25x%1
ALT types might come down here and equipment and make their own tapes.
ALT pace is such that they are committed all the time.
STATINTL
Let's have[::::::::;::]or one of his representatives come down here and talk
about the time requirements, security factors, etc.
STAT]
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How much af time is devoted to IR projects? STATINTL

Very little.
All requirements should come through me,

As fmxm part of our masking tapes of presentations in OTR classes, should
we be the disseminators throughout the Agecy of what people are saying in
training programs?

STATINTL
It cold be a way of lebting people who cant attend the lecture (like
heve a chanceto hear what these people are saying...don't
necessarily mean we should tape every lecture like Nelson, Brownman and
spread them around. STATINTL

. Explained the list of regquirements-~-the requests were held and put together
; pending discussion by & group such as this one. We now want to get going
! and ask each fellow what is the top priority. Tell me now what you want.

The film is in process and is being completed; so I spoke for the|:|
Tur top priority is the Colby film, pending memos to DTR and DCI.

Then we can go shead with makténg films for ALT?

Somebody from ALT should come down here end see what we have, what is
available, and what you can do with CCTV. They might change their minds
on films; they might decide they want tapes.

DTS will be doing thinge in & more and more wider variety of programs if

they want to be sn operatings training center.; you will have to thing about
i doing a service for a wider audience.

STATINTL
I will get in touch with/| | and pecple involved in taping
and motion pictures and will take into consideration primarily the
requirements of ALT. STATINTL

Would suggest that somebody from ALT come down here as soon as poesible.

STATINTL

. If we're in the hiring business, e.g., if we're thinking of hiring

~ demographers, econoligists, etc...., why don't we go out and hire ourselves
a consultant, instead of going to people like with our hat in hand.

qpm studying in this field and getting a degree in film and TV
production area. k If we're going Into this sort of business and be serious

about it, --the proper development of the curriculum -- we have not to this
: date faced the problem. The whole business about being serious sbout audio
. vidusl support should be addressed. We simply haven't been very good. We

must take this seriously as a means of supporting our training function.

Right, this is whyl_:l set out on its own. - STATINTL

What is going on down here is literally training applications of thestuff.
I agree: we should have a pro in the field who is knowledgeable about

- treining applications. We do not want a feature presentation, we want
training media, films and TV.

- We're moving on this thing. We're creating our own studio down here.

' We must decide in the career board whether we will have e film maker. Are
i we filmers, or we going tape? We recognize special needs and recognize real
‘ pressure.

: We should produce® a paper on our real and special needs. ILLEGIB

- I propose that CRS be the central place in the Agency for the production

¢ for Agency required films., But what OTR does for its own training

| purposes , should be done through a traininq__t_lvehicle--what we do 18 for

' the purpose of training. We should support or try to influence the DTR ILLEGIB
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to come to some point of action. Recognize that tape is the suitable
medium for our treining pruposes, and we do not as a part of training

require a training producer and attached employees. STATINTL
For the record, note that|  Jcapability to do this with pericers will
diminish because khmy there aren't many OTR careerists doing it at the moment

who are getting substantive input.
STATINTL

e

This is really a continuation of what we have been talking about. Think

we should address ourselves to the critique problem. Do we want a critique?
I think there should be some stated OTR policy on what we want. And I think
each critique should have a question to the student on how we met our stated
objectives, Should they be written or oral? Let's talk aboutthe critiques

themselves,

Raised the question as to whether or not many students have to write
critiques for their supervisors when they return to their jobs. 1Is this
standard operating procedure? Corriculum Committee members felt this
was unusuval.

We must determine how critiques are going to be used, for what purposes,
end in what element of confidentiality.

Shouldn't there be an OTR policy?

Shouldn't unit chief concerned know what he needs. A policy regarding
critiques might not be helpful to each unit chief.

But I'm not sure that all of our critiques are well constructed.

There is probably a more definitive classification of the student critique
than we have ever come to & firm conclusion on. It is not clear to us how
other training facilities have handled training critiques, how FSI, theCSC
and other government agencies handled them.

Some kind of feedback is essential, we're dealing with adult education.
Having recognizes that critiques pley a role, what role do they play?

When other things are agreed upon, then there should be a policy statement.

Existing agreement was that critiques last year were left to the option of
the unit or school chief.

to find out if any of the actions of the Curriculud =Committee have resulted
in any Policy Papers.

Who helps in designing critiques?

There are different kinds of crituqies from instructors...some meet with their
students weekly and changes are made weekly as a result of these meetings.

Perhaps the word "required" in the minutes is not what we want...
every student should be afforded an opportunity to write a critique--
and we know that there are good and bed critiques.

There's a happiness factor ...and a student critique in a course is the
least reliable thing we have. What our critiques should be doing 1is the
measurment of our objectives.

. We recognize that, you're not saying we should not afford the happiness facbbdr?:

No, Allow the student his day in court. The committee should send out guide-
lines for student critiques ...should solicit zzme from the students a response
that is designed to tell us how we did on our objectives...e.g., the BOC,

the welcome paper provides opportunity to examine mm# their opinions as to

whether ormot he feels garplifisd on 5898 985188 ot i iat they were
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STATINTL supposed to do. On the other hand, there is a different check by instructors.

Will look for guidelines in some literature in the Library in critique
construction.

Suggest OTR Library.

MFC 5 [ says STATINTL

in minutes It is the policy of OTR that all students in all courses will be afforded

policy the opportunity to critique the instruction they have just completed.
Crttiques are required in new courses (for first three runnings), or in
any estsblished courses where substantive changes have been introduced.

Main change: students will be afforded an opportunity to

include procedureal matters

Unit chief will be determinant of what critiques are saying to suit his
needs; however, all critiques will have at the minimum s statement for the
attitude on how well he felt specific course objectives have been met.

Thursday after lunch

STATINTL Diacussed[::::::::::] memo of coverage of items of current interest
STATINTL e.g., the environment, ecology, demography, in OTR courses.[:::::::f:::]
said that there was some coverage inhis courses:

BOC - lecture on the topic in the practical exercise in which the economic
intelligente collection

~ AOC - OER guy talkes to the students

- Chief, FTC to give us information on their lectures in the fields of interest.
STATINTL

* Back to end of course reports
- should contain:

1. include a paragraph on what critiques said..(synthesize them to the DTR,
: then we can avoid sending originals to DTR.

§ 2. EEO data - do we need to include in end-of ¢ urse report whether people
; are black and white? Registrar routinely gets quarterly EEO run.

Want an OTR notice -- try to draft one with a statement that will

. accommodate some interest here, enjoining people who are authoriies of
course reports to cease from including data in the reports relative to
. sex, color, or creed,

EFind instruction where we were supposed to do this, and if there was an
: instruction, let's reseind it.

' Course report is the most valuable as a historical and reference meterial for ti
course and not as a working document. It is something that makes an

~instructor sit down and think about his course in a constructive way, but I'm
‘not sure it is worth much to the recipient.

DTR wants course report 10 working days after a course is finished.

DTR wants to continue to read the course reports.

Sometimes a course report can tell the rationale behind a course for a new
instructor and tell him pxmzixexkkimgsxke precisely why things were done
the way they were.

’Does the DTR want to read the end-of course reports?

Meybe Wme should read them to know what it's all asbout...that's our business...
running courses.

If,we want the IR to be. the Jesder of the eroup then he hes tohave stuff
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STATINTL f to read on what we are doing. That's what it's all about.

' Need the end of ckurse report for extensive research on what has gone wrong.

It should include an anlaysis of the studentbody in relation to the criteria
for enrollment.

5 Changes that have been introduced in this running becsuse of things which
happened in the past runninges

Performance evaluation

Cost factor

Summary of what the students said (and staff critique and comments‘&)
sort of explains what the students may have commented on in their
eritiques)

It is &an dpportunity for the instructor to talk to the DIR and meke him aware o
problem areas, successes, and changes, somethingof what the students felt,

an honesty factor as to how content is being tested and measured against
course,

Stay eway from the idea of a rigid format...let's be flexible on format.

I'm worried about performance evaluation.

language
It starts with an objectives, in relation to/training, it is easy, but not
go easy in a course like Senior Seminar or IWA.

¥e should measure the success of the course against the objectives.
--;-Might-vant-a-plaee-in-O?R-wheredwe-eeuid---
Will look for a book on training objJectives

Group summary:

paragraph on what critiques said

changes

performance evaluation

cost factor

summary of what students said
--resulting staff explanation

Body of end of course report notice

1. rescission of need for EEO statistics
ILLEGIB ILLEGIB
2., Class composiion
=sunit chiefs may interpet this to their needs in relation to
critéria; say something interesting about the class..]  ]g.,
membership balance of the class changed because of the Suez
, crisis, etc.

| 2. Changes and innovations - course content with emphaesis on inovwtions
; gignificant changes...a new program...

8. Problems and proposed solutions for next running

4, Summary of student critiques - student reaction and instructor comments
as appropriate. And statement on| |reference ILLEGIB
to the extent to which we met our objectives. extent to which our

specific objectives were met.

4, Plans for post trainig feedback

Says he's on the hook for thks one. Wants help from anyone in this meeting
with thoughts on the subject. welcomes help.
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We're going down the road of cost benefit model .

ILLEGIB
ILLEGIB

Training Feddbhack

think that] hs time goes by[__ Iwe will have to show some
kind of behavioral change and relatéd to this ocur objectives which reflect
Job deficiency that can be taken care of by training. Periodically, we'll
have to take a look and see[ | whether this course iz related to job
needs.

ILLEGIB
Agenda for 29 November
1. look at the drafts of the noties that aregoing to appear
2. report on status of objectives and black books.
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